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FOREWORD

The European scene of the 1980’s and 1990’s has undergope substan-
tial mutations, as compared to that of the previous decades, triggered by
wide-ranging political, economic, and social changes in all the countries
of the Europe Region. Confronted with new challenges and demands,
higher education institutions have had to re-evaluate and to diversify their
education, research, and public service functions. Aware of the ongoing
trends and developments in higher education, decision-makers,
acadcmics, and researchers have become invoived in a process of reap-
praisal of and reflection on the mission and role of the university in the
coming decades. The reforms launched in almost all European couutries
have helped universities to reorient themselves in order to better cope with
the fast changing environment and social necds.

In an attempt to contribute to bringing to the fore the topics of
immediate concern resulting from this process, for the international
academic community, CEPES has sought to commission distinguished
scholars to elaborate essays focussed on major themes and to publish them
in its scries CEPES Papers on Higher Educaiion thus contributing to the
general reflection on education for the 21st century,

CEPES is proud to present the first volume in this endcavour, an essay
by Prolcssor Sir Graham Hills of the United Kingdom, who discusses the
profound effects on universities of computerization and of the new infor-
mation and communication technologics, on the one hand, and the “emer-
gence of student choice as a driving force for change”, on the other.

Other volumes on this general subject are in preparation.

Lazir Vldscecanu
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PREFACE

This study was written at the invitation of CEPES. It follows a meeting
held in Bucharest 1993 at which representatives of most of the Europcan
countrics, East and West, discusscd the probable future of their national
systems of highcr cducation. The discussion ranged over issues such as
culture, history, technology, and funding. All thosc present were agreed
that the future is likely to owe surprisingly little to a past rooted in religious
foundations, the sanctity of knowledge, .and the dependent status of
students. The advent of mass higher cducation scems more likely to bring
forth new nceds, new structures, and thercfore, new practices. Whether
the older universitics will be able o tolerate or withstand the pace of
changc implicd remains a significant challenge for them.

There is an anccdote which asks the question "Which national institu-
tions have remained unchanged from medicval time to be present day?”
The answer is that all but two of the institutions arc universitics. The two
exceptions arc said to be the Roman Catholic-Orthodox Church and the
Icclandic Parliament; everything clse, including the banks, factorics, na-
tional armics and navics, law courts and political partics, being of recent
origin. The story is told to ecmphasize the unchanging nature of universi-
tics. As an international brotherhood of scholars, they have been remark-
ably resilicnt and resistant to change. Anyone seeking to reform them is,
therefore, brave, foolhardy, and likely to fail,

This article nevertheless sets out a new prospectus for several aspects
of the universitics of the future which, to survive, need to be responsive to
the socictics they serve. Since those socictics are themsclves undergoing
traumatic change, it scems likely that the successful universitics will be
those that are able casily to adapt without losing sight of their abiding
idcals and responsibilitices.
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INTRODUCTION

Although universitics arc among the most resilient and conservative of
institutions, they will not escape the changes driven on by the new tech-
nologies. If they arc to stay in touch with the socictics that support them,
they will need to keep pace with socictal changes, most of them profound.
The onsct of mass higher cducation, for cxample, will increase the trend
towards mcchanization, and such trends need to be understood and
managed il they arc not to be overwhelming,

This articlc considers aspects of undergraduate cducation which have
either alrcady been subjeet to massive changes or secm likely soon to
encounter them. The list of topics is not exhaustive, but taken together,

they cover a large area of university activity. The views expressed here will
challenge the traditional ways of tcaching and of Icarning, of organizing
knowlcdge, and of balancing cducation with training. The emergence of
student choice as a driving foree for change leads on to proposals for
clevating the status of students to that of valued customer. The question
of who pays whom for what Icads to conclusions that the role of govern-
ment should be restricted to that of an arms-length paymaster.

The biggest challenge will be to staff educated and trained for the older
didactic methods of teaching which, before their cycs, are giving way to
computer-assisted open learning. Their vested interest in past practices is
likely to be the most serious obstacle to change and to the further flour-
ishing of the: universitics.
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Chapter 1

THE KNOW-WHAT AND THE KNOW-HOW

The driving force behind all the changes being forced onto higher
education is technology. The latter has raised life expectancy, material
well-being, and individual aspirations to unimagined levels which can only
be sustained by further new technologies. It is a challenge we must
understand and control if it is not to subjugate the world and diminish its
human spirit, that is to control us. The same technologies have entered
the field of cducation, and alrcady the book begins to decline in impor-
tance as the interactive computer, with its compact video discs, shows itself
to be a superior vehicle for the transmission of facts, knowledge, ideas,
and, above all clse, images.

Put another way, it seems that the knowledge society has passed its
apogee. Where once the raison d'étre of universities and colleges was to
accumulate, refine, and pass on knowledge, as well as culture cxpressed
in words as knowledge, their new task is to educate and train people to
manage and to gain access to the universal data base of knowledge,
whenever and wherever they need to do so. The knowledge base itself has
recently grown explosively and continues so to do. The shelf-life of many
segments of the spectrum of knowledge is now short and hardly the basis
of lifclong employment. The computer memory is infinite compared to its
human forebear, and we should come to terms with that fact.

In this context, it is helpful to clarify the terminology by scparing the
components of cducation and training as in Figures 1 and 2. These
definitions are essential for the proper understanding of the processes of
cducation such as didactic teaching, scll-paced learning, tutoring, re-
search and development and, not least, of what can be owned intellectually
and what cannot.
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Figure 1. The Main Components of Education at All Levels

THE KNOWLEDGE BASE
The know-what.
The facts, the books, the blueprints, and the theories.

Once largely in the brain, these are now largely in the
computcr memory.

THE SKILLS BASE
The how-to-do.

Techniques, practice and experiment.

The human domain of the senses, the arts, the cralts of
design and make.

THE TECHNOLOGY BASE
The know-how.

The application of knowledge by the usc of skills to create
objccts and to solve problems.




Know-what and Know-how

Figure 2. The Dynamic Components of Education

The creation of new knowledge

KNOWLEDGE The transfer, storage, accessing, and
repacking of existing knowledge.

The creation of new skills.

SKILLS
The transfer of existing skills and the ac-
quisition of new skills.

The creation of new technology by the
application of new knowledge or new

skills.
TECHNOLOGY

The transfer of existing or new technology
to new circumstances.




PAFullToxt Provided by ERIC

G. Hills

Until the last quarter of this century, education, especially university
education, was synonymous with knowledge expressed as words, its ac-
quisition, its retention (in the head), its regurgitation (always for examina-
tion purposes), its purposcs), its creation (the justification of research no
mattcr how esoteric), and its storage in the form of books (the veneration
of the library). The know-whe? was considered an essential feature of the
cducated person in the way that the know-how certainly was not. As a
result, the acquiring of skills, without which the know-whar cannot become
the Anow-how, was of relatively little importance. Legal skills, medical
skills, dental skills, rhetorical skills, and language skills, to name just a few,
were somchow captured by the knowledge fraternity, but in twenty ycars
or less, Europe has come to accept the greater importance of all kinds of
skills, the dominant skill being that of computing.

There is an urgent need for universitics to adapt to these ideas and to
the changes they imply. Some are already doing so, becoming more
cffective, more cflicient, and more attractive in the process. The main
body of universitics, that is the university establishment, will tend to resist
such radical changes, but for most universities, it will be change or perish.
The students are alive 1o the changes and to the advantages and power that
confcronthe individual. They offer choices in subject material, intime frames,
in spatial orientation, and in costs, all irrcsistible to our consumer society. It
will be for the modern university to shape the options, to package and
repackage them for a wide variety of purposes including its own.

New cducational technology itself will have a profound influence on
the modern university. The habits of the scriptorum, essentially that of the
students writing down the words of the professor, will not survive in
competition with the more attractive methods of displaying text, equations,
diagrams, and images now rcadily available to anvone with a disc-driven
personal computer. Of all the duties of the professor which are now chal-
lenged by the new technologices, it is his or her traditional role as a didactic
tecacher which will be the first to be abandoned. On the other hand, the
professor’s role as guide, tutor, mentor, and friend can only be enhanced by
being freed from the chores of rote teaching and role learning.




Know-whar and Know-how

Thus, if the purpose of education is to learn how to learn, then that
process can be seen to comprise several separate steps. As shown in Figure
3, the principal steps in achieving a thorough understanding of any subject
is the sequence of desiring to do so {motivation and inspiration), the
organization and absorption of the knowledge base of that subject seg-
ment, the comprehension of the subject in its concepts and its context
(tutorial, person-to-person studies), the independent assessment of that
comprehension (by viva-voce or written examination) and the awareness
of where this new state of knowledge leads (re-orientation).

Figure 3. A Virtuous Cycle of Teaching and Learning

Orientation and motivation (desire to study)

Knowledge transfer (teaching)

Comprehension and conceptual

understanding (learning)

Assessment (evidence of progress)

Reorientation of studies (where next)
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It is certainly the author’s expericnce that the comprehension engen-
dered by tutorial studics, by rhetorical argument, by casc studics, by formal
presentation, by project work and team cffort is the arca of activitic s most
cnriched by staff participation and the one most gencrally neglected. Figure
4 shows a matrix of these essential stages of learning and the various technol-
ogics that can be used to carry them out. Including the live teacher as one of
thosc technologies, it is casily argued that particular technology is the least
clfective way of transferring knowledge of all kinds .

The factis that every day, hundreds (sometimes thousands) of students
still cram into lecture theatres and auditoria to copy down the words of a
distant profcssor and regard his activity as the main basis of their cduca-
tion. Itis a sad reflection not only of shortage of resources but of the slowness
of the academic cstablishment 10 appreciate that knowledge transfer and
knowledge accumulation arc a less important aspect of the student’s experi-
cnce than acquiring the skills of carning, of understanding, and of presenta-
tion, none of which can be acquired in the lecture hall.

Onc of the most important responsibilitics of the university of tomor-
row will therefore be to redress the balance between knowledge and skill,
especially intelicctual skills. Knowledge can be fleeting and casily out-
dated, whereas the skills gaining access to its repacking it, and knowing
how 1o usc it arc lifclong abilitics. Among the new general skills of the
cducated citizen will be those of computation, keyboarding, simulation,
analysis, mathcmatics, management, finance legal, understanding, social
adeptness, and, of course, good behaviour. The best advice given Lo
students is to remind them that whereas they will obtain their first appoint-
ments on the basis of their academic qualifications, they will fose their
latest appointments because of their personalitics. Skills, especiatly social
skills, arc therefore very important.

* Both these figures are taken from i report (1992) by Richard FHooper. advisor to the
University of Highlands and Islands Project (1lighlinds and Islands Enterprise, Inverness,
Scotland ).




Chapter 2

THE ORGANIZATION OF KNOWLEDGE

For many hundreds of ycars, the undergraduate student would expect
to be required to master a range of subjects as laid down by the professors of
the university. The entire course would have been prescribed, and success
would be measured by writtcn or oral cxaminations set by the same professors.
This was not a matter for negotiation but rather one of take it or leave it.

The knowledge content of the courses would be at the discretion of the
profcssors, and the same subjects might be taught in different universities with
quite different emphases. For much of the time, the nature of the knowledge
would have less importance than the development of habits of mind as the result
of discussions and arguments with the professors. The Nincicenth and Twen-
ticth centuries changes that, Under the stimulus of scientific discovery, the range
of subjects, the volume of knowledge, and the number of students increased
greatly. The result was the system we know today which is largely knowledge
based, which places great emphasis on knowledge content, and which required
that the knowledge itself be standardized and uniformly acceptable.

The mcchanism of knowledge and knowledge transfer took the form of
books, even if many universities continued to teach as though the printing
press had not been invented. Coherence of knowledge was assumed to be
guarantced by restricting its range to smaller and smaller fragments of the
knowledge basc. By the early 1800's, the polymath was no longer well
regarded; the specialist was everywhere welcome; and the aim of knowing
morc and more about less and Icss was near achicvement. These arrange-
ments suited the educational providers, i.e., the professors, It was a convenient
basis for their increasingly important research interests (on which their career
prospects depended). Universitics became more and more academically
inclined. The word academic became synonymous with uareal, and the gap
between the know-what and Anow-how became alarming,

10 -
17
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Figurc4. The Matching of Technologies to the Separate Functions

Funtion Oricnta- |Knowledace Compre-  |Asscss- Reoricn-
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Tutorial with Tea-
cher and Peers
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tapes, and discs
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computer/ audio

It took the less academic institutions, such as the polytechnics, to
rcalize that this form of higher cducation was on a path of diminishing
returns, that self-fulfilling prophecics were a poor basis for coping with
the demands of the real world driven by emerging technologics which
owed relatively little 1o knowledge or academic expertise. The result has
been a revolution in attitudes towards knowledge and how it can best be
organized for cducational purposcs.

11
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Organization of Knowledge

The agents of change have been the typewriter, the word processor,
the copying machinc, film and vidco recorders, the personal computer,
and the storage on disc of words, symbols, images, and sound. A gencra-
tion of students has appearcd cntircly at case with the computer and all
its manifestations. They expect to receive and rcturn information in a
varicty of clectronic formats and, when appropriate, over long distances.
They arc less inclined to go Lo knowledge but rather to have it brought to
them.

The pioncers in this kind of thinking included the Open Universily in
The United Kingdom still catering largely to adult students, but also the
lesser academic institutions committed to training as well as Lo cducation
and, of coursc, the manufacturers of the new cquipment. But it was the
universal desire Lo increase flexibility and to reduce rigiditics as part of
the trend 1o satisty the customers rather than the providers which led Lo
the break up of the older systems of preseribed courscs. The need to
accommodate new subjects and new subjeet combinations required that
the rigid demarcations between existing subjects be disregarded. The
process of the disintcgration of knowledge was about Lo be reversed by
dividing cxisting subjccts into smaller, coherent subscts (modules) and
then allowing them (o be recombined into new subjccts. Whole courses
were readily divided into modules which could be scparately cxamined
and scparately credited. The degree then became an infegrating process
of eredit accumulation. Credits themselves could be transferred and the
doors opened to a user-fricndly system of higher cducation, almost infi-
nitcly flexible in content, time, and spacc.

There were many critics of this development. They lamented what they
<aw as a lack of the coherence, depth, and volume deemed to be essential
for scholarship. They failed to appreciate that the new flexibility not only
allowed new subjeet combinations but, cqually well, old subject combina-
tions. At hcart, they resented the freedom of choice now available to
students. They saw it as a threat to their scitled way of life. In that respect
they were, of coursce, right.

The flexibility was not confined to the separate institutions. €redits
could notonly be transferred within institutions but between them. Almost

-12-
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immediately, the older concept of the wandering scholar was resurrecied
in thc ERASMUS scheme for student transfer within Europe. This pro-
gramme has been a great success and needs (o be extended Lo its limits.

As noled above, the availability of a myriad of independent course
units epened the door o a varicty of undergraduate experiences. New,
unhceard-of-subject comhinations were possible. Although most students
would be guided into what their wtors and mentors would regard as
sensible combinations - computer scicnce for mathematics, mathematics
for chemistry, chemistry for medicine, and so on; others would be more
adventuresome and take less obvious combinations such as music with
philosophy and mathematics. The door was thus opened Lo a range of
general degrees, once the pride of the Scottish system of higher education
and still the pride of the Liberal Arts universitics in the United States. In
briel, the tide towards specialization has been checked, and as more and
morc carly specialization is seen asa path (o carly obsolescence, then more
students are likely o build broader platforms on which to build their
uncertain futures.

The varicty of academic pathways and the lexibility of following them
to suit individual circumstances has led to yetanother option for intending
undergraduates. They can not only choose widely what kind of courses
they wish (o follow but also the mode in which they follow it. They may
wish (o pursuc a conventional mixture of lectures, tutorials and, where
appropriate, laboratory practice. On the other hand, they may wish o
folfow an individual pattern of learning, using recorded material through
a computer workstation and thereby largely (caching themsehves. This
extreme form ol individualized learning is called open fearning. It is the
way of the Open University and is possibly more suited to mature students
than to [resh, young undergraduates. Even so, many colleges and univer-
sities already have large numbers of open-learning laboratories. available
sometimes for 24 hours a day. Theyare popular and cffective and not only
for part-time students. The corporate, social lile of such open-learning
students need be noless than that of conventional students, anditis argued
that open learning fits the life styles of many studeats just as well as it
accommodates their particular styles and habits of fearning. In the short
space of 20 years, the possible ways of organizing knowledge and the

213 -
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Organization of Knowledge

learning experience have multiplied to produce a range of options and a
degree of ficxibility well suited to the variety of choice and life styles found
outside the university. It is likely that student choice, guided by teachers,
parents and friends, will be the surest indication of what should be taught
and how it should be learned. Conservative academies will no doubt
continue to argue the virtues uf the present arrangements. They may do
so on grounds of soundness and tradition. More likely it will be on grounds
of sloth and fear of the future. Their views are therefore unlikely to prevail.
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Chapter 3

THE CONTENT OF EDUCATION AND TRAINING

In the nomenclature of the Europcan Union statements concerning
education, itis a surprise, albeit a pleasant one, to find that education is
a sub-sct of training. Reference was made earlier to the changes in the
balance between the acquisition of knowledge and the acquisition of skills,
Evidently the European Union values skills highly and secs training and
re-skilling as the essential element in the maintenance or restoration of
the compctitive edge of European industry. The high regard for skills
shown by Japan, Germany, and the United States is held to be a key factor .
in their manufacturing achievements,

There arc therefore many who now wish to sce the division between
knowledge and skills, that is between education and training, to be blurred.
Whencver possible, it is argued, education and training should go hand in
hand, not just as they once did in experimental subjects such as chemistry
and physics, but rather as independent partners of cquivalent value. Thus
all students, even those in the humanities, would be expected to be
computer litcrate, perhaps even technology, litcrate. At the same time,
scientists and technologists might develop their design skills, their literary
skills, and the citizenship skills of finance, ethics, and rethoric.

In broad terms, if one of the main purposes of cducation is to stimulate
the imagination, then the purpose of training is to acquire the intellectual
tool-kit to exploit that imagination. The application of knowledge will
normally and inevitably involve a subconscious fusion of both knowlcdge
and skills, and that is how it should be, Some will still wish to acquire
knowledge or skills for their own sake, but they will be a minority.

Skills fall casily into two groups, one being the general so-called
enabling technologics that most people will find uscful and the other
special skills attached to a discipline, a profession, or to cmployment,

-15 -
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Content of Education

Those of the second category are best learned in the work place, that is,
on the job. They will thercfore be acquired after the period of undergrad-
uate education and training. The same will be truc of specialized knowl-
cdge. The special knowledge base of lawycrs or accountants, for cxample,
might well be best acquired in professional practice. The acquisition of
the general, enabling technologics would then be a main fcaturce of the
undcrgraduate coursc.

This analysis of what might be donc falls far short of what is actually
done. In the United Kingdom, for example, most undcrgraduates alrcady
follow specialized courses which bring them into contact with sophisti-
cated skills and knowledge bases at an carly age. This carly specialization
even reaches down into schools and has beena target for criticism by many
reforming cducationalists. They would arguc that the acquisition of the
complementary skills, which could take place alter the formal cducation
process, in actuality never docs and that such carly specialization leaves
the specialist to develop his or her life on too narrow a basis.

This argument is made in tavour of the generalized first degree course
widely followed in the United States. Such courses were once also the
pattern in Scotland where the unclassified generalized first degree is still
well regarded. However, it has now been largely superseded by the English
practice of highly specialized and highly classificd (1st, 2nd, 3rd class
honours, cte.) degree courses justificd because they produce graduates
more rapidly, and therefore more cheaply, and also because that is the
way the United Kingdom believes that it has excelled. Then, there is also
a growing body of vpinion that, for most, carly specialization is a cul de
sac, adead end, not nceessarily harmful, but likely to be so for other than
a dedicated few.

As @ basis for mass higher education it is surcly mistaken. Wherceas
carly specialization often invites disappointment for the many involving a
considerable waste of effort and resources, its delay by means of a general
first degree scems likely to offer a better basis for cveryone’s future,
including that of the dedicated academic. InteHectual mobility is already
fooked for in every carcer and by almost cvery industry. Not to prepare

-16 -
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students and graduates for that eventuality seems to be a costly error, the
main cost being borne by the students.

The content of education therefore needs to be pyramidal in shape,
being initially broadly based and ending in one or more high points of
specialization, invariably for professional purposes. Such general first
degrees are likely to be attractive for many would-be students, and it is
easily argued that mass higher education is not possible on any other basis.
The more specialized, more expensive education and training, for ex-
ample, for nuclear physics or for medicine, can then better be offered to
those mature enough to be sure of their special interests. This second
phase might most easily be carried on in a graduate school by expert
professionals, some of them in industry and business.

The first, general phase has been called Learning for life, mcaning the
preparation for a subsequent process of life-long learning which will ensue
for most professional, business, and industrial employees. Both phases
would involve a blend of knowledge-based learning and skills-based training.
It may be that special skiils will dominate the sccond phase. That being so, it
would be desirable for the first degree to offer a wide range of enabling skills
and conceptual knowledge on which a varicty of specialisms could be built.

No attempt has been made in this chapter to discuss other divides, for
instance, that between scicnce and the arts, technology, and the
humanities, or the uscful and the useless. This matter is societal, not
readily subject to prescription. It is both a personal matter of individual
tastc and a cultural matter determined by fashion and circumstances.
There is no reason to suppose that universities, governments, or industry
arc anymore able to decide these malters than individuals and their
families. It does, however, secm likely that the fragmentation of knowledge
and the conscquential subject specialization opens up many possibilitics
for taking an cxtreme position on onc side or another of this cultural
divide. Thus, those required to study mathematics, physics, and chemistry
at an carly age may well remain stunted in their attitudes to the arts. The
reverse position is cven worse, for whilst the professional scientist is likely
tocultivate his or her musical, litcrary, and artistictalents, it is quitc certain
that those committed to the arts at an carly age will for ever turn their
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backs on scicnce and technology. The general first degree seems to be a
remcdy for this discasc.

Within the domain of these broad cultural questions, it may be worth-
while revisiting the separate traditions of university life and purposc which
began or changed during the Nincteenth century.

The Humboldt model of powerful scholarship bolstered by rescarch
is clearly an uncomfortable intruder into mass higher cducation. All the
great things that this modcl stands for might therefore be best accommo-
dated in graduate schools attached to departments of the larger universi-
tics. The American model of the socially responsive industrially helpful
university looks morc attractive and in keeping with our times. 1t Loo would
scem 10 be at its best at the postgraduate level and thercfore to be
compatible with the initially gencral cducation promoted here. The Ox-
ford or Newman mode! with the personality and character of the student
at the centre of its purposc is also increasingly attractive as cducation’s
response Lo an increasingly technological world. 1t would need, however,
to operate across a much wider range of subject matter and not to despisc
the applicd scicnees, the social scicnees, and the cralts.

Only the Napolconic model of the-government-knows-best scems truly
out of step. All organizations arc busily devolving responsibility as far a3
cffeetivencss will allow. In rapidly changing times, government thinking is
likely to be at best late and at worst absent. The rigidity of ali such systems
scems at odds with the flexible processes and the wide range of student
choice which is now being sought. 1t will be argued below that student
choice is the best guarantee of the continued evolution of the universitics
and ultimately their protection against cocreion by government, industry,
and other pressure groups. In its simplest form, the Napolconic modcl
must take a back scat, at least for the time being, It may disappcar as the
nation states fade away.

o - .

[his analysis is taken [rom the paper presented at the Scplember 1993 Bucharest
mectingof CEPES by Professor Rocland J. In't Veld of the Lirasmus University. Rotterdam.,
The Netherlands.
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Chapter 4

INTELLECTUAL PROPERTY: THE OWNERSHIP
OF KNOWLEDGE

There is in most institutions a strong presumption of ownership.
People belongto their companies and have loyalty and obligations towards
them. The people may own their tools and will certainly believe they own
their knowledge and their skills. Most universities are self-contained and
even self-sufficient, supplying all their course matcrials, their knowledge
base, and every other educational support out of their own resources.
Professors are appointed largely because of these acquired knowledge
bases which they therefore secm to own. This view is reinforced by the fact
that some new i:.owledge, for example, the formula of a new chemical
compound, can be patented and thercby become intellectual property,
somectimes very valuable property.

This situation, however, is the exception rather than the rule. Much of
the knowledge base is free and universally accessible. It is owned by
everybody and therefore by nobaody. This fact becomes increasingly more
evident as the knowledge is committed to paper or is recorded in some
other way. At a philosophical level, knowledge cannot be owned. Once it
is in the public domain, everybody has access to it. In that sense, a secret
is valucless.

However, the format in which the knowledge is reproduced can be
owned, and this is the sphere of copyright. A person’s book or a
programme maker’s video is protecied in this way and a fce is normally
charged for cxploiting them for commercial ends. But a new assembly of
“information, that is a repacking of the knowledge base, belongs to the
person doing thesc things. This principle holds especially true if the new
knowledge is used, as in a lecture or tutorial cr as notes not reproduced
for sale.
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These aspects matter because many undergraduate courses or course
modules are now available for reproduction and or franchising. Open
University material falls within this category, and it offers its notes,
booklets, tapes, and other tecaching material on clearly stated financial
terms. This practice would scem to be the trend, and we must soon expect
a new educational industry offering Icctures, short courses, and whole
coursc modules in attractive formats, for instance in interactive CD-
ROM. It is likely than as the market for these products develops, the
process of standardization will push up the quality to the point when, like
with motor cars or microclectronics, only the market leaders survive,

This sccnario has not yet been reached but it raises the fundamental
question for universitics: “Do we make or do we buy?” A general rule
exists that what can be bought should never be made. Certainly few
universitics will want to go to the expense and effort of making their own
CD-ROM presentations for use by a few hundred customgers. We can
thercfore look forward to the time when the knowledge base of most if not
all courses will be available in high quality standardized computer-read
form suitable for both open learning and usc in lecture, seminar, and
tutorial rooms.

At the graduate level of high expertise, this situation may never be
reached, the market being too specialized and too small. But at the
undergraduate level, chemistry is chemistry wherever it is met. No onc will
be intcrested in the second best, and all students will be taught from the
very best. But who will teach them? Will it be the same professors who
would have taught the conventional material anyway? That scems unlikely.
In Oxford where the tutorial method is widely uscd, it is the tutors rather
than the prolessors who work closely with individual stzdents or with small
groups of them.,

It follows that more staff will be appointed for their tutorial, pastoral
skills than for their subject expertise, especially so for the carly years of a
general first degree course, Those following open-learning courses no
longer expect the expert to be on hand all of the time. Their accumulated
difficultics can often be despatched by telephone or by a short meeting,
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In the Open University, the ratio of teachers/professors to tutors is
alrcady small. Given the cost of fuli-time specialized staff and their
rescarch aspirations, it as arguable whether all universities will be able to
afford or would want to retain the full-time services of the whole range of
spccialists, More and more in industry as a whole, companies seck to own,
that is to contract to full-time employment, only their core staff. All
services which can be bought are acquired by hiring part-time staff, staff
on short-lerm contracts, consultants, or simply sub-contractors.

It may be that these practices will spread to higher education. If the
choice is between a part-time Einstein or a full-time lesser mortal, some
institutions might prefer the Einstein, especially if his teaching and ad-
ministrative skills were less than adequate.

At the present time, staff in British universitics effectively have ap-
pointiments for life. The cxpectation that they will remain active, expert
tcachers and rescarchers for their entire lives is unlikely to be fulfilled. If
morc flexible arrangements cannot be found, then the university system

will sulfer. If we are agreed that the education of undergraduates is not
for lile but only a preparation for life, how miuch more so might that be
for their academic lcaders.
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Chapter 5

STUDENT CHOICE AND ACADEMIC EVOLUTION

It is one thing to know and to aceept the new options open to univer-
sitics but entircly another when it comes to the implementation of the
options and choices between them. As we have noted already, universitics
and unusually conscrvative socictics, highly resistant to change and well
ablc to arguc the case for the stamus quo. The resistance, often proffered
on highly intclligent and intcllectual terms, is invariably something baser,
namcly the desire to avoid the cffort of discarding the old and building the
new. To challenge arrangements and mind-scts hallowed by centuries is a
big undertaking.

It follows that if universitics arc to evolve at a pace commensurate with
socictal change, then ways will need to be found to bypass the modes and
places whercin resistance is championed. In adeition to individual profes-
sors and other academics, collective bodics such as facultics, senates,
boards of studics, and examination authoritics arc all likely to feel threat-
cned by the proposed changes in organization, methods, and subject
content. Much of their resistance will be of the theological varicty , ie.,
not open to rational argument.

The same is true of other aspects of socicty, and actual change is
invariably driven by customer choice. Options apparcntly cqual to the
vendor look different to the customer, and it is likely that change will only
oceur at a finite rate in universities if driven op by the pressure of student
choice. That docs not mean that student will run the universitics anymore
than airline passcngers run the airlines, but their vision and their choices
for their futures are most likely to aceclerate the rejection of the old and
its replacement by the new.

In most universitics these options do not exist. For centuries the
student’s role has not been that of a customer but rather that of a
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supplicant. The option for all students was to take it or leave it, that is, to
accept what was on offer or to go somewhere eise, generally an impossible
alternative. They had no negotiating position because, of course, they were
dependent on their.universities for every aspect of their well ‘)emg, not the
least of which was the award of their degrees.

As yctanother thrust into the future, the radical proposal is being made
that the financial support by government of public universities be chan-
nelled through the students allowing them to purchase their education at
the university of their choice provided only that. it will earoll them into
undergraduate status. In other words, the money budgeted by the state to
meet the cost of higher education should be used to provide a large
number of scholarships or bursarics so that each and every student
enrolled by a university would be enabled to meet the cost, that s, to pay
the fees of his or her tuition throughout their first degree course, whether
it lasts for 3, 4, or 5 years. We are concerned here only with tuition fecs,
not the cost of maintenance which is a separate matter. Therc would be
no restrictionon the choices that the students could make. The only limitation
would be the range of courses available which might be implicitly constrained
by professional restrictions, but one would hope not too much.

Students would be free to change courses or to change universities,
and it would be this empowerment (a word now much in vogue) of the
students which would compei a tide of change in naturc and content of
undergraduate courses. It is not to be supposed that the consequential
changes would be sudden or revolutionary. Many students are conscrva-
tive and satisficd with what they see as their only path to success. In any
case, the commitments of universities to existing courses could not be
instantly sct aside. Nevertheless, first the newer universitics and then the
other competing universitics would soon begin to offer new courses which
they deem to be more attractive, and thus the process of change and
evolulion would be stimulated and accelerated.

This empowerment of the students, by entitling them to choice, can be
argucd as desirable in its own right, that is, as a further cntitlement of
citizenship. In the context of the universitics, it takes on new force because
it is the only reliable foundation of quality of provision. In every other
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busincss, the scarch for quality of scrvice, in the jargon of the day, TQM,
total quality management, begins with the identification of the customer
and cnds wilh that customer’s satisfaction. There is no rcason to suppose
that universitics should be excluded from these considerations. Itisa basic
tenet of cconomics, and remarkably like common sense, that whilst it can
sometimes be beneficial to subsidize the customer, it is never 5o 0
subsidize the supplicr.

Almost all of the educational, cconomic, and management incfficicncy
of the universitics can be traced to this single factor. Tt has alrcady been
widely demonstrated that in the matter of new academic developments,
the resistance 1o change was circumvented by students who voted with
their feet in their preference for new options, whether these be archacol-
ogy. opto-cleetronics, immunology, or marketing-with-cverything. The
proposal that the funding of universitics should be based on the carned
income from their student customers is the most radical of changes
foreshadowed here.

Details of various student-funded schemes of financing universitics
have been published and discussed widely. The British Committee of
Vice-Chancellors and Principals published a position paper describing
the casc for change and the mechanics of distributing student bursarics to
provide for university incomes initially not too different from their present
incomes. The main financial dilferences between the old and the new
arrangements arc lwolold. Firstly, in placing the responsibility on the
student customers, the way is open to surcharging students who could and
would pay somcthing towards the cost of their courses, thus providing new
income for the universitics. Sccondly, in putting the government at arms-
fength from the universitics, it better guarantees their frecdom and, by
linking the students dircetly Lo the government, their political Ieverage on
governments sceking Lo cconomize and to otherwise damage the system
is greatly increased.

Occasional paper (1993), Committee of Vice-Chaneeliors and Principals. 29 Tavistock
Squaie, London WCIHH 9EZ, UK,
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Of course, the main bencficiarics, namcly the universitics, will resist the
change to student-customer status. The older the university the greater its
traditions and the morc likely it is 1o cling to its old ways. To ask professors
to changc the habits of a lifctime is asking a lot, and it is probablc that only
the combination of the prospeet of higher incomes with the newer, casier
tcaching and lcarning methods would be attractive cnough for them to
consider being retrained for the new demands. It is more likely that some of
the smaller, new universitics, for instance, those in the new Russian Federa-
tion, will sce the benefits of a new start. But as soon as the rewards of change
arc cvident then others will quickly follow suit. That is the pattern of all
change, that it always occurs by a scquence of sudden, generally small but
always sudden changes.

Governments will also resist, even those of the radical right which are
intclicctually persuaded that governments have no business to be directing
universitics and no capahilily of doing so. Governments big and small like
to govern, as do their civil servants. 1tis powhl(, that this impassc will only
be overcome by the privatization route. It is the American system of
plurality, i.¢., the mixture of public and private funding, that has given that
country the greatest varicty of universitics and conccivably also the great-
¢st universitics.

In this context, it is worth noting that over millennia, universitics have
stood lor independence and freedom. 1t is probably their greatest long-
term assct and their greatest attraction to the young. In times of oppres-
sion, the first act of tyrannical government is to close the universitics.
Whilst therefore universitics have no monopoly of nced or regard for
frecdom and independence, it is vitat they have it and that it is politic, as
it is for the BBC and other broadeasters, to be at arms length from
government, That freedom, however, is most casily proscribed by those
who control the purse strings. He who pays the piper calls the tune, runs
the old saying and it was cver thus. Universitics can never be sure of their
independence and frecdom whilst they are direetly dependent on govern-
ment and other state bodics for their mainstream income.

Much rescarch has gone into the uestion of the best way of optimizing
university Ireedom, student subsidy, government grants, and parallel con-
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tributions. Among thc most prominent is that which guarantces cverystudent
accepted into undergraduate status a scholarship or bursary the cash value of
which pays for at least 75%, of the actual cost of his or her coursc as indicated
by the fee he or she must pay. The difficulty of students in mecting the
remaining 25, 20, or 10%. (depending on the degree of generosity of the
subsidy) is amcliorated by a repay-as-you-carn loans scheme.

Many students, especially those in Europe, will take badly to the idea of
paying anything for their higher cducation. They will claim that higher
cducation should be [ree, that is, a right, notwithstanding that it is available
to only a privileged minority. They will deny it is a privilege but will resist its
dilution cvenil that is clearly to the benefit of those potential undergraduates
at present excluded on the grounds of total cost. They are, however, idcalists
at heart, and they can be sold the new arrangements il they are put forward
not as an cconomy measure but as a democratic means for widening access,
cnhancing choice, and improving provision. It will not be casy but it must be donc.

Finally, these proposals forimproving the funding of universitics relate
only to tuition fees. As noted above, the question of student maintenance
is a scparate matter but nevertheless important to many students. Students
should be able to avail themselves of the social benefits open to all citizens.
To this end, there will always need 1o be a not-ungencrous system of loans,
also on the repay-as-you-carn basis and with discounts for carly repayment.

In summary, there can be no satisfactory basis for the academic luture
of the universities unless their financial lutures are also sceure and based
on sensible, transparent rules. The real benelit, however, of financial
sceurity is the independence it conlers on the universitics. Their protee-
tion, cven from the fact that the government is stitl mecting the greater
part of their costs, albeit indireetly, lies in the political leverage exereised
by many millions of students and their relatives if the government should
attempt to exceed its authority or arbitrarily to reduce its support.

This benefit is only slightly greater than that of the widespread choice
also made possible by the portability of the student bursarics (to be taken
anywhcrce) and by the instantancous cffeet of their choices between good
and bad universitics, good and bad teachers, good and bad subjccts. The
new funding proposals will not scttle all issues, only most of them,
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